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Chapter 1: Overview 
 
1.1 Intended User 
 
The user of this Job Aid will be anyone assigned as 
Communications Unit Leader (COML) within the 
National Incident Management System (NIMS) Incident 
Command System (ICS).  

 Personnel assigned to this position should have a 
good operational background and experience working 
with people in other organizations 

 Since this is a key position in the response 
organization, assignment should be based on 
experience level versus rank 

 
1.2 When to Use 
 
This document is intended as a reference Job Aid to 
assist the COML in understanding the complex tasks 
and processes they may face when the ICS is used.  It 
is not a policy document, nor intended to act as or 
replace official policy, required training or direction from 
higher authority. It is rather guidance for response 
personnel requiring application of judgment. 
 
DISCLAIMER: This Job Aid is intended to provide 
guidance to Coast Guard personnel and is not intended 
to, nor does it impose legally-binding requirements on 
any party outside of the Coast Guard. 
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1.3 References 
 
The following sources were used in the compilation of 
this publication: 

 Incident Management Handbook (IMH) COMDTPUB 
P3120.17 (The IMH is available on the Coast Guard 
ICS web pages at http://homeport.uscg.mil/ics/) 

 USCG Communication Unit Leader Course (ICS 358), 
Rev 11/13. 

 DHS National Interoperability Field Operations Guide 
(NIFOG) Version 1.5 

 USCG Unit Leader Part A and Logistics Unit Leaders 
Performance Qualification Standard (PQS) 

 
1.4 Major Responsibilities 
 

The COML is responsible for developing plans, 
obtaining, distributing, and supporting operation of 
computer and radio incident communications equipment 
and the data management infrastructure to support 
information flow. 
 
The Communications Unit plans for and supports the 
effective use of incident communications equipment and 
facilities. All forms of communication (e.g. faxes, 
phones, cells, radio, VTC) are the responsibility of the 
Communications Unit.  
 
The COML is responsible for the duties of any unfilled 
subordinate positions (INCM, COMT, RADO/Tactical 
Dispatcher) until delegated.   

http://homeport.uscg.mil/ics/
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Basic responsibilities include: 

 Plan, staff, manage, and demobilize the 
Communications Unit in a safe and effective manner 
to meet the needs of the incident 

 Determine Unit personnel needs - request and 
manage Unit personnel & equipment 

 Supervise Communications Unit activities 

 Support development and implementation of the 
Information Management Plan 

 Prepare and implement the Incident Radio 
Communications Plan (ICS 205-CG) 

 Participate in incident action planning / attend the 
Tactics and Planning Meetings 

 Obtain communications equipment and data 
management infrastructure 

 Develop contingency communications. 

 Ensure the ICC and Message Center are established, 
if required. 

 Establish appropriate communications distribution and 
maintenance locations within the Incident Base 

 Ensure communications systems are designed, 
installed, tested, and maintained (Test, Test, and 
Test!) 

 Ensure an equipment accountability system is 
established - Maintain accountability of assigned 
communications equipment 

 Ensure personal portable radio equipment from cache 
is distributed per Incident Radio Communications 
Plan (ICS 205-CG) 
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 Establish and maintain the data management 
infrastructure to include hardware, software, and data 
to support information management 

 Establish and maintain automatic data processing 
computer information technology (IT) services for all 
facilities when available 

 Coordinate with the incident sections, appropriate 
communications personnel (e.g., communications 
coordinators), and other agencies to assist in 
accomplishing the overall incident objectives 

 Provide technical information as required on: 
1. Adequacy of communications systems currently in 

operation 
2. Geographic limitation on communications systems 
3. Equipment capabilities and limitations 
4. Amount and types of equipment available 
5. Anticipated problems in the use of communications 

equipment 

 Recover equipment from Units being demobilized 

 Plan for the orderly demobilization or transition of unit 
personnel and resources 

 Maintain unit documentation including the Unit Log 
(ICS 214-CG) and forward to DOCL for disposition 
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1.5 ICS Forms 
Various ICS forms are either the responsibility of, or 
used by the COML. Familiarity with these forms will 
reduce frustration and increase productivity of the 
Communications Unit.  
 
Those forms in bold are included in the IAP.  Those 
forms in bold with asterisk (*) are used as needed or 
optional in the IAP: 

 ICS 201 Incident Briefing 

 ICS 202 Incident Objectives 

 ICS 202A Command Direction * 

 ICS 202B Critical Information Requirements * 

 ICS 203 Organization Assignment List 

 ICS 204 Assignment List 

 ICS 204a  Assignment List Attachment * 

 ICS 205 Incident Radio Communications Plan 

 ICS 205a Communications List 

 ICS 206 Medical Plan 

 ICS 207 Incident Organization Chart * 

 ICS 208 Site Safety and Health Plan *  

 ICS 209 Incident Status Summary 

 ICS 210 Status Change Card 

 ICS 211 Check-in List 

 ICS 213 General Message 

 ICS 213RR  Resource Request Message 

 ICS 214 Unit Log 

 ICS 215 Operational Planning Worksheet 

 ICS 215A Incident Action Plan Safety Analysis 
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 ICS 217A Communications Resource Availability 
                 Worksheet 

 ICS 218 Support Vehicle/Vessel Inventory 

 ICS 219 Resource Status Card 

 ICS 220 Air Operations Summary * 

 ICS 221  Demobilization Check-out 

 ICS 225 Incident Personnel Performance Rating 

 ICS 230 Daily Meeting Schedule 

 ICS 232 Resources at Risk Summary 

 ICS 232a ACP Site Index 

 ICS 233 Incident Open Action Tracker 

 ICS 234 Work Analysis Matrix 

 ICS 235 Facility Needs Assessment Worksheet 

 ICS 237 Incident Mishap Reporting Record 

 ICS 261    Incident Accountable Resource 
                 Tracking Worksheet 
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Chapter 2: Deployment Readiness 
 
2.1 Assemble COML Deployment Kit  
Recommend the COML have a Deployment Kit ready 
before deployment. 
A personal deployment kit contains your personal items 
needed for the deployment and includes items like: 
medications, uniforms and/or appropriate clothing, etc.   

 
____ Uniforms 
____ Personal hygiene Kit 
____ Government Travel Card 
____ Qualifications, Certifications & PQS 
____ Current versions of manuals, forms and guides  
____ Blank ICS forms and logs  
____ Orange Vest with COML Insert 
____ Local TICP and or Pre-Populated ICS 217A(s) 
____ USCG IMH & NIFOG 
____ COML Mobilization Guide 
____ Lists of local caches and equipment with POCs 
____ Contact info for local technicians and specialists 
____ Admin Supplies 
____ Phone charger 
____ Radio Cloning/Programming equipment 
____ Multi Purpose Knife/Duct Tape/Flashlight 
____ First Aid Kit/Sunscreen 
____ Cash  
____ Water bottle with filter 
____ “Rite in the Rain” All Weather ICS 214 Unit Log   
          (www.riteintherain.com) 
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2.2 Validate Personal Readiness 
 
Medical/Dental Readiness  

 For military this means you are in the “green” in CGBI  

 For Civilians and Auxiliarists, have no issues 
preventing you from deployment 

 
Uniforms/Clothing  

 Ensure you have enough of the right clothing and 
uniforms for where you are going 

 
Financial Readiness   

 Check your Government travel credit card limit  

 Arrange for bills to be paid while deployed 

 Update your SATO & TPAX accounts 
 
Family Readiness 

 Have a Dependent Care/Pet Care plan (check 
http://www.militaryonesource.com for assistance) 

 
2.3 Validate COML Certification 
 
Ensure COML certification is current (as per 
COMDTINST(s) and PQS). 

 Complete needed ICS training (e.g. ICS-300) 

 Incident specific training (e.g. area familiarization, 
HAZWOPR, etc.) 
 

  

http://www.militaryonesource.com/
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Chapter 3: Pre-Deployment Actions 
 

Once you receive an assignment as the COML there 
are several actions you should take to be ready for 
operational tasking. 
 

3.1 Complete Pre-Deployment Incident 
Familiarization 

 Upon receipt of assignment, gather as much 
information about the incident type and size.  

 Gather Information About the Incident You are Going 
to 
o Gather info on the type, and size of incident 
o Ask what position will you be filling 
o Know where the Incident is 

 

3.2 Prepare for Incident Deployment 
 

Verify reporting location, date and time 

 Obtain order number & Incident Command Post (ICP) 
contact numbers for assistance with check-in. 

 

Finalize personal readiness for assignment 

 Review pre-assignment check list to ensure personal, 
dependent and financial readiness 

 Notify chain of command of any readiness issues; this 
may mean delaying deployment to resolve. 

 

Receive Travel Orders and Order Number 
(Remember these are NOT the same thing) 

 As per Joint Federal Travel Regulations (JFTR) 
U2115.A a written order issued by a competent 



USCG COML Job Aid  16 
 

 

October 2014 

authority is required for reimbursement of travel 
expenses; however U2115.B states that an urgent or 
unusual situation may require that travel begin before 
a written order can be given.   

 Refer to the JFTR to ensure all conditions are met 
when traveling under oral orders. 

 The order number will be used at check-in to verify 
the position that you will be filling 

 Order Numbers generally follow this format: 
o O-374 (O is for Overhead, and the 3 digit number is 

assigned by Logistics). 

 Obtain counseling on entitlements and responsibilities 
from a travel authorizing official and review the JFTR 
as necessary. 

 Request cash advances as required. 

 Make travel arrangements using approved CG travel 
method. 

 

Verify/update personal mobilization kit  

 A personal mobilization kit contains your personal 
items needed for the deployment). 
o Medications 
o Uniforms and/or appropriate clothing 
o Special PPE or special weather clothing required 
o Verify if any special PPE will be provided by the 

incident 
 

Verify/update COML Deployment kit 

 Ensure manuals, forms and guides are current 
versions (electronic and paper) 

 Ensure supplies are restocked   
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Deployment Checklist: 
 
____Gather info on the type, and size of incident 

____ Ask what position will you be filling 

____ Know where the Incident is  

____ Double check family & financial readiness 

____ Verify reporting time/date and location 

____ Determine Travel method  

____ Determine when you are returning 

____ Let your “day job” know what is going on 

____ Consider bringing cash  

____ Make sure your go-kit is stocked up 

____ Verify medications, uniforms, special PPE, & 

personal hygiene items to last 1.5 times your 

expected stay 
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Chapter 4: Incident Check-in 
 
Once you deploy to the incident, there are several 
actions you need to take when you check-in at the 
incident. 
 
4.1 Check-In at Designated Location 
Upon arrival at the incident, check-in at the Incident 
Command Post on the ICS 211. 

 Ensure you have your Order Number available; the 
Check-in Recorder (CHKN) will validate your 
assignment to the incident   

 On some incidents, credentials (badges) are created 
for all assigned personnel. If the incident is creating 
credentials, you should receive them when you 
check-in 

 The incident will want a number where you can be 
reached, your home base, how you got to the incident 
as well as any additional qualifications you may have  

 The check-in recorder should be able to tell you 
where you will be working within the incident. 

 
Check in with Finance/Admin Section 
Leave a copy of orders or other travel documents with 
FSC or Admin Officer.  Travel to an incident may take 
place on a unit TONO with the understanding that the 
incident will correct this when you arrive. Confirm if this 
is the case! 
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Check in with Logistics Section 
 
Obtain Berthing assignment  

 The incident is responsible for ensuring you have 
adequate berthing, unless you are locally based. 
Logistics tracks where personnel are berthed 

Obtain Meal schedule  

 Determine how, where and when to get meals 
Obtain Consumables  

 Determine where to obtain necessary materials for 
the unit (e.g. copy paper, pens, markers, etc. 

Obtain Incident Credentials  

 If the incident is creating credentials, you should 
receive them when you check-in 

Review the Site Safety Plan  

 All overhead personnel and Operations personnel 
must review the incident specific Site Safety Plan and 
sign the Worker Acknowledgement Form 
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Incident Check-in Checklist 
 

____ Find a Check in area (ICP, Staging, Base, etc.)  

____ Have your Order Number for the SCKN 

____ Ensure your info is correct on the ICS 211 

____ Verify your assignment 

____ Check in with Finance (if established) 

____ Check in with Logistics (Berthing; Food) 

____ Obtain credentials (if required) 

____ Provide emergency contact info  

____ Review Site Safety Plan 
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Chapter 5: Situation Awareness & Work 
Assessment 

 
The following tasks should be accomplished after 
checking-in to the incident. Regardless of when you 
arrive at an incident there is usually very little time for 
someone to brief you. 
 

5.1 Assess the Incident 
 

Review the ICS 201 and/or IAP  
Review the current ICS 201 and/or IAP to acquire 
additional background on the incident prior to starting 
your assignment.  You must learn the Who, What, 
When, Where of the incident: 
 

What type of incident is it?  
(SAR, oil/hazmat, LE, natural disaster, etc.) 
This gives you an idea of the resources that should be 
operating in theatre as well as an idea of who may be 
en route.  The more complex an incident is (multiple 
functions), the greater the interoperability challenge. 
 

Who are key players?  
(Federal, State, local, industry, Fire, EMS, LE) 
This can give you an idea of what communications 
equipment and frequencies/ channels will be in use as 
well as who needs to talk to whom. 
 

When did the incident take place? 
This can help you determine how much staff, equipment 
and supplies to request.  Is the incident winding down or 
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expanding?  The stage of an incident can affect 
communications needs.   
 

Where did the incident take place?  
Know the Area of Responsibility (AOR).  This helps you 
know the working relationships, geography, terrain, 
infrastructure, communications challenges (buildings, 
mountains, valleys) as well as common frequencies 
used in this area.  
 

What is the incident organization? 
Knowing what resources are on scene and how they 
relate will help you determine communications paths 
(who needs to talk to whom and how).  

 You must know who your boss is and who you are 
directly and indirectly supporting 

 Establish positive working relationships early 
 

When is the next meeting or briefing that should be 
attended?  

 Obtain a copy of the meetings and briefing schedule 
(ICS 230) from the PSC 

 Get permission from your boss to attend key meetings 
 

Determine the size and complexity of the incident 

 What is the incident make up (IC, UC, AC)? 

 Is the incident expanding or contracting? 

 What is the press interest? 

 Are there any political considerations to the incident? 
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5.2 Receive Initial Brief 
 
This is the chance to receive additional details about 
your assignment.  Depending on operations, you may or 
may not get a chance to spend time with the Logistics 
Section Chief (LSC) before you start working.  
 
If you are NOT able to have this brief, you may be able 
to be briefed by other Logistics Section personnel who 
are on scene. 
 
5.3 Receive Guidance from Your Supervisor 
 

Receive Tasking/Expectations and Define Your Role 

 What are your supervisors Expectations?   

 Is there any initial tasks they want you to accomplish?  

 Are you filling the role of COML & another unit leader 
(i.e. multi-tasked)? 

 Can you work directly with the OSC? 

 Do you have authority to request required resources? 

 Does command and/or LSC want a briefing from you 
on the process and procedures you typically use as 
COML? 

 How often does the LSC want to be updated? 

 What are their trigger points? 

 What are the Critical Information Thresholds? 
 
Determine Experience Level 

 Do you have the experience for the role you are 
playing (need help)? If you don’t, request personnel 
with that experience to serve as Assistant COML  
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LSC/COML’s come with many different levels of 
expertise and experience. In a multi-hazard, multi-
jurisdictional incident it is possible that the LSC does not 
have expertise in Communications unit activities.  
 
Your experience with a specific type of incident gives 
you insight on information requirements, methods, and 
resources necessary to fulfill those expectations. 
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Chapter 6: Manage Personnel and the 
Communications Unit 

 
Building the Communications Unit from nothing can be a 
daunting task.  Break it down into steps and 
manageable parts, and above all, get some help.   
 
Things that need to be done to manage the 
Communications Unit and Personnel include (in no 
particular order):  
 

 Determine Staffing Requirements 

 Organize and brief your people 

 Establish a work location 

 Order/acquire work materials and supplies 

 Establish Unit Operating Procedures  

 Assign collateral responsibilities within unit 

 Evaluate the need for Technical Specialists (THSP) 

 Establish a property and supply management 
system 

 Unit Safety 

 Unit and Personnel Management 

 Complete Unit Documentation 
 
(Bold items are expanded upon in this Job Aid) 
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6.1 Determine Staffing Requirements 
The table below refers to the USCG IMH Organizational 
Guides found in Chapter 12 to establish a baseline 
staffing requirement.  Keep in mind, recommendations 
are based on 12 hour work schedules and may need to 
be doubled for round the clock response. 
 

 Size of incident (# of 
Divisions/Groups) 

Position 2 5 10 15 25 

Asst. COML   1 1 2 

INCM 1 1 1 1 2 

Incident Dispatcher 1 2 3 3 4 

Message Center 
Operator 

 1 1 2 2 

Messenger  1 2 2 2 

COMT  1 2 4 4 

RADO  1 2 2 4 

THSP As needed 
 

 Personnel needed may increase or decrease based 
on the IMT information demand 

 Consider an Assistant COML for Span of Control  

 Consider Technical Specialists to provide services 
beyond your expertise (Gateway, IT, phone, supply, 
etc.)  

 Submit ICS 213 RR(s) in accordance with the incident 
resource requesting process 

 Account for 24 hour operations if necessary (i.e. 
double the table numbers for 24 hour operations) 
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6.2 Establish work location(s) 
 
Ensure adequate work space for number of personnel 
and equipment including the possibility for expansion.   

 A tool to determine space needs can be found on the 
ICS 235 Facility Needs Worksheet   

 The Facilities Unit Leader (FACL) and Logistics 
Section Chief (LSC) can help you establish a physical 
locale to set up shop, whether a tent, room in a hotel, 
mobile unit, etc 

 The Communications Unit should be located near the 
Incident Command Post (ICP), so that you are better 
able to support the field personnel 

 If possible, locate close to the Resources Unit and the 
Operations Section, as you will be working closely 
with both of them in order to do the best job possible 

 The Incident Communications Center will be set up as 
well and the location will be based on the 
communications capabilities 

 Assess Incident Command Post phone load and 
request additional lines if needed 

 Assess ICP internet capabilities & connectivity 
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6.3 Establish Unit Operating Procedures 
 
Establish Standard Operating Procedures (SOP) for 
your Unit early and communicate them to your 
personnel.  You must set the standard for the Unit.  
 
Some things to consider are: 

 Your expectations of unit personnel 

 Conduct of the watch & relief procedures 

 Watch schedule/rotation/work hours  

 Establish unit time frames and schedules 

 Accident or Injury procedures 

 Resolution of personnel conflicts 

 Report of communications outage 

 Internal Incident procedures  

 Interaction with other entities (i.e. EOC) 

 Unit ordering procedures 

 Command and COML/Unit EEIs 

 Ground rules for the Unit  

 Publish the Meeting Schedule 

 Procedures for Internal Incidents (save a channel for 
incident emergencies!) 

 Demobilization considerations 

 Time off/duty rotations 
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Sample Communications Unit Organization 
(See also inside cover of Job Aid) 
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6.4 Establish a Property and Supply System 
 
Property accountability is one job that must be started 
early.  COML’s must maintain accurate records of all 
communications equipment. Whether you are issuing 
cache radios or other equipment, knowing where they 
are at all times is vital.   
 

 Successful COMLs develop a spreadsheet tracker to 
account for property.  The ICS 261 Accountable 
Property Worksheet can be used to track accountable 
property 

 Consider adding a Store Keeper or dedicated 
property person to your staff to help you 

 Establish accountability system for issuing hand-held 
radio resources 

 One simple way to track communications resources is 
to use an ICS 219-9 (Property T-Card) for each piece 
of gear you are responsible for (see next page for 
example) 

 As the equipment is issued, the receiver signs the 
card.  The card can then be placed in a T-Card rack 
according to its location (or Group, Division, etc.) on 
the incident 

 Document geographic locations of equipment and 
transfer this information to local maps 
(latitude/longitude, legal)  

 Establish an equipment transfer process. (Do not 
allow personnel to transfer equipment in the field!)  
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 Establish a positive working relationship with the 
Supply Unit Leader (SPUL) to ensure all 
ordered/arriving communications equipment is 
delivered to the COML 

 Work with LSC and SPUL to allow for COML review 
of all Incident Command Post (ICP) requests for 
comms capabilities or equipment 

 Keep records for local and national resources to 
ensure return to proper locations 
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ICS 219-9 Property T-Card Primer 
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6.5 Unit Safety 
As a member of the Incident Management Team you 
are responsible for the safety of your personnel.  
 

 Organize your personnel, equipment and tactics to 
minimize risk 

 Provide for the safety and welfare of assigned  
personnel during your watch 

 Recognize potentially hazardous situations (RF, 
Tower Climbing, Electrical) 

 Inform subordinates of hazards 

 Provide safety and identifying equipment, such as 
vests identifying the communications function, 
flashlights, and glow sticks 

 Ensure that special precautions are taken for 
extraordinary hazards (Hi-Power RF) 

 Ensure adequate rest, hydration, and nutrition is 
provided to all unit personnel 

 Recognize any special medical needs of all unit 
personnel 

 Reporting mishaps if they occur use ICS 237 (CG 
MISHAP Reporting Record) 

 Provide feedback – Make sure that everyone has an 
opportunity to learn about mishaps or near-mishaps 
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6.6 Unit and Personnel Management Tips 
Not all Incidents are the same, but many have similar 
requirements.  Not all of these tasks will be required 
24/7 and some not at all.    
 
Unit Management 

 Evaluate the ICS 205 each Op Period 

 Evaluate & maintain unit needs (supplies & materials) 

 Establish a “Help Desk”    

 Make sure you have the personnel you need   

 Work with participating agencies for interoperability 
resources  

 Assess communications equipment needs such as 
power sources for extended operations 

 Participate in incident meetings as the technical 
expert for communications  

 Provide operational and technical information on 
communications equipment, systems capabilities and 
restrictions 

 Coordinate with other Communications Unit Leaders 
(Area Command or next level up) to share 
information/assure interoperability  

 

Evaluate & monitor unit performance 
You should continually monitor Unit performance.  Here 
are some things to look for that can indicate a well-
running Communications Unit. 

 Span of Control is within acceptable limits 

 Property is accounted for 

 Communications Plan is being followed  
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 Supplies (batteries, admin, etc.) are adequate 

 Division of labor within unit is even 

 The Chain of Command is being followed 

 Messages are routed promptly and accurately 

 Unit documentation is being completed 

 There is good cooperation with other Unit Leaders 

 People are coming to you for assistance 

 Other agencies are integrated and interoperable 

 You are holding Unit Meetings with your team 

 You are asked/allowed to attend IMT Meetings 
 
People Management 

 Keep subordinates informed (Unit Meetings) 

 Communicate your expectations  

 Establish & monitor work assignments 

 Foster Teamwork  

 Provide counseling & discipline as needed 

 Report inappropriate actions – do not tolerate hazing 
or harassment 

 Establish & maintain positive interagency working 
relationships 

 Create a work environment that provides equality for 
your personnel   

 Discuss EEO, civil rights, sexual discrimination, 
sensitive issues, with personnel 

 Monitor & evaluate progress based on expected work 
standards 

 Work with the LOFR to ensure other agency policies 
are followed 
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 Provide On the Job Training (OJT) as appropriate 
 
Evaluate performance of subordinates  
Evaluate subordinates as required by agency policy 
and/or permitted by agreement. 

 Set expectations for your personnel 

 Discuss performance evaluations with individual(s) 
using ICS 225-CG, Individual Performance 
Evaluation.  

 Maintain accuracy and fairness 

 List training if needed or desired 

 Submit unit/personnel for recognition  
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6.7 Maintain Unit Documentation   
All unit documentation should be appropriately 
maintained.  Original copies of all forms and 
documentation should be given to the Documentation 
unit when ready for filing.   
 

Documenting Unit Activities (ICS 214) 
The ICS 214 Unit Log will be kept current, legible, and 
will document all major activities. Below is a general list 
of activities that should be documented on the ICS 214: 

 List all personnel in attendance 

 Document key activities 

 Attending meetings/briefings 

 Arrival on-scene 

 Equipment breakdowns 

 Equipment locations 

 Medical evacuations 

 Personnel changes 

 System / Equipment failures or repairs 

 Personnel injuries 

 If it is important to you, keep a copy for yourself 

 DON’T count on the incident keeping track of your 
specific work products  

 Turn the original of the ICS 214 into the 
Documentation Unit daily 
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Chapter 7: Support Communications 
Requirements and ICS Planning Process 

 

Supporting the incident communications needs can be 
confusing.  Break it down into steps and manageable 
parts, and above all, get some help.   
 
Things that need to be done to Support the 
Communications requirements and ICS Planning 
Process (in no particular order) include:  
 

 Determine Incident Communications Needs 

 Develop the Communications Plan (ICS 205) 

 Establish communications systems 

 Establish internal and external reporting requirements 
 
(Bold items are expanded upon in this Job Aid) 
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7.1 Determine Initial Incident Communications 
Needs 
 
Upon arrival, one of your first tasks is to assess the 
current radio and/or phone communications and 
determine the adequacy of what is being used.   Do the 
best you can with what you have.   
 
Document the current situation on an initial ICS 205.  
 
1. Answer the following questions: 

 What resources and agencies are currently on scene? 

 What communications methods are being used now? 

 Can those that need to speak to one another do so? 

 What is the simplest way to get those people talking? 
 
2. Obtain current Organization Chart: Consult with the 

Resources Unit Leader (RESL) to learn the resources 
that are on scene and those that are en route.  The 
RESL can show you the operations organization 
currently in use.   

 
3. If you cannot meet with the RESL, use pages 3 and 4 

of the ICS 201 to visualize what is on scene. 
 
4. Diagram the incident to include all agencies and units 

so that you know who/what is out there.  
 

5. Determine the channels currently in use. Get this from 
your 217A, a local TICP or ask an agency rep. 
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Determine Initial Incident Communications Needs 
 
6. Document the frequencies or channels (or phone 

numbers) each resource is using on this diagram. 
 

7. Examine your diagram to determine where 
communications gaps are. 

 
8. Look for easiest solution or common denominator so 

that those who need interoperability will have it. (E.g. 
if everyone in a Group has a VHF Radio except for 
one team, provide a hand held VHF). 

 

 
 

“Who needs to talk to whom…and how can they do it?” 
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7.2 Develop the Communications Plan (ICS 205) 
 
After the Tactics Meeting, the Communications Plan, 
ICS 205 must be developed/revised to support the 
proposed organizational structure for the next OP 
Period.   
 
This is the written plan for who is going to be on what 
channel and who is going to have interoperability.  Not 
everyone needs to talk to everyone!!! 
 

According to NIMS, there are five networks that may be 
deployed on any given incident (this is the “Function” 
block of the ICS 205): 

 Command Network: Used by C&G Staff but it can be 
a coordination network for the Operations Section 

 Tactical Networks:  Used by the Operations Section 
to execute incident response.  Normally several of 
these. 

 Air-to-Ground Network:  Coordination of air support 

 Air-to-Air Network:  For communication between 
aircraft. (This is typically not within the purview of the 
COML- get a THSP) 

 Logistics Network (sometimes known as the 
Support Network) is used by the Logistics Section to 
coordinate functions such as supply and data 
transmission 

 

The following is the methodology to develop the 
Communications Plan (ICS 205): 
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Obtain a copy of the ICS 215 
 
This shows how the OSC has organized tactical units.  
You can also see the types and numbers of tactical 
resources that will make up each Division or Group. 

 Knowing how the incident is organized (Divisions, 
Groups, etc) will help you determine who should talk 
with whom.  Consult with the RESL to learn what 
agencies these resources are from 

 

 
 Next, we will transfer the information on the ICS 215 

to a “wire” diagram.  Make sure the resources in Block 
6 are captured 
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Diagram and Color-Code the incident 
 
A basic principle for interoperability is that each key 
member of the organization is able to talk with the level 
immediately above and immediately below them. This is 
called Hierarchical Interoperability.   

 Color code the key IMT positions, Branches, Groups 
and/or Divisions & resources to link who needs to talk 
to whom. 

 Do not assign frequencies or channels yet, just 
establish the communications pathway for the 
incident. 

 The chain of command principle (hierarchical 
interoperability) is used to direct operations and 
minimize radio chatter and confusion.   
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With this type of organization chart, it is apparent where 
resources are working and what the chain of command 
is.  We next need to link who needs to talk to whom.  

 The OSC can speak with the Command and General 
Staff and each DIVS below (one up/one down).   

 The DIVS can speak to OSC, each other, and also to 
the leaders of each resource (individual resources, 
Strike Team Leaders, etc.) in their respective 
Groups/Divisions.  There is usually no need for the 
OSC to speak with individual tactical resources.   

 Radio channels or talk groups are indicated by the 
use of color.  The same color means the same radio 
talk path.  

 Two colors indicate the need for that individual to 
carry two radios (or two methods of communication).   

 
Special considerations:  

 Ensure  hazardous tactical activities receive top 
priority 

 Allow any special teams (Dive, EOD, Fire) to use their 
organic communications methods (just know what it 
is) 

 Provide for other operational functions including 
volunteers  

 The SOFR or LOFR may require a dedicated Net for 
their activities (ask ahead of time) 
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Assigning channels 
Now that you know the required communications path 
for the incident, you must assign the most appropriate 
channels or frequencies to each pathway (color).   

 
Knowing what resources comprise each Group/Division 
and the frequencies/radios systems they have is vital!  
Try to work with what is already there.   
 
For example: 
The SAR Group, composed of 2 USCG boats and a 110 
foot cutter can all be assigned to a common VHF- FM 
channel.  Fire teams may have interoperability using a 
mutual aid channel, etc. 

 Sources of available frequencies and channels/talk 
groups are the TICP, an ICS 217A for the AOR, local 
plans such as an ACP or even the EOC or dispatch 

 Determine the most prevalent channel, frequency, or 
system present in each Group/Division 

 Assign a channel that the majority of resources have; 
provide radios where required 

Keep it simple! Complex solutions can create complex 
problems.  Find the common denominator of 
communications!     
 
Now Document your plan on the ICS 205. 
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Complete the ICS 205 Communications Plan 
 
The following example shows how to transfer technical 
data about the frequency you have selected from an 
ICS 217A to an ICS 205. 
 

 
 

Tips: 

 “Function” is what type of network it is (i.e. Command) 

 Channel names: what would be displayed in the 
user’s radio (ensure involved agencies have same 
naming convention!) 

 Assign separate tactical channels for each Group, 
Division and Branch 

 Double check Frequencies, Tones & NACs 
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Chapter 8: Other Duties & Responsibilities 
 
There are other duties and responsibilities that need to 
be accomplished to support the incident.   
 
8.1 Design communications systems to meet 
operational needs. 

 Consult with the OSC to determine communications 
needs for the next Op Period (Utilize the ICS -215 and 
new Org Chart)  

 Prepare/revise ICS 205, Incident Radio 
Communications Plan  

 Request specialized communications capabilities from 
vendor services; (e.g., telephone, satcom, microwave, 
VTC)  

 Coordinate with the IMT before installing equipment to 
be installed (e.g., repeaters, satellite telephones, 
telephone lines, etc) 

 Order frequencies following the proper procedures  

 Create diagrams (Org Chart) of current 
communication system(s) 

 Consider future expansion of communications 
equipment using topographical maps to evaluate 
elevation and separation needs 
 

8.2 Install communications equipment, as necessary  

 Obtain equipment from supply unit  

 Install and test all communications equipment to 
ensure the incident’s systems are operational:  
o Command or Logistics repeaters 
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o Links (radio and wire-based)  
o Remotes & Gateways (these must be managed) 
o Aircraft & other special needs (close coordination 

with aviation TSHP) 
o Video Teleconference equipment 
o Computer systems/ WiFi/Internet  

 Develop installation priorities, while adhering to safety 
standards regarding communications needs of tactical 
personnel; i.e., operations before logistics 

 Clone/program radios 
 
8.3 Assign communications equipment 

 Identify kinds and numbers of communications 
equipment to be distributed to specific units according 
to the communications plan 

 Provide appropriate equipment based on the ICS 205  

 Provide training on equipment being fielded  

 Maintain equipment inventory to provide 
accountability 

 

8.4 Establish Incident Communications Center 
(ICC), if required 

 Coordinate location of ICC with Facilities Unit Leader. 
Locate ICC close to the incident command post and 
away from high traffic areas and noise 

 Locate ICC away from radio frequency and electronic 
noise 

 Verify Estimated Time of Arrival (ETA) of 
communications personnel and establish assignments 
based on incident requirements 
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 Coordinate watch turnover times around operations 
requirements  

 Obtain necessary supplies for ICC to function properly 
 
8.5 Manage operations of the ICC, as required 

 Document radio/telephone activities on appropriate 
forms 

 Set up filing system for ICC documentation 

 Direct radio/telephone traffic to proper destinations  

 Establish notification procedures for emergency 
messages 

 Identify system problems and determine appropriate 
solutions  

 
8.6 Coordinate frequencies, activities, & resources 
with communications resource coordinators outside 
of the incident (e.g. the EOC).  

 Contact communications coordinators and notify them 
of incident frequencies, talk-groups, mutual aid 
channels 

 Provide a copy of the ICS Form 205 to other agencies 
or to the COML at any nearby incidents as necessary 
to avoid interference or other conflicts 

 Notify appropriate local, county, regional, State and/or 
Federal agencies on adjacent incident(s) of system 
design and frequency allocations 
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8.7 Perform operational tests of communications 
systems regularly 

 Identify and take necessary action to accomplish 
minor field repair or place orders for replacement of 
equipment 

 Monitor all gateways in use 

 Plan for battery replacement 

 Act decisively to minimize interruptions in system 
operation 

 
8.8 Best Practices for Phones at the ICP/ICC 

 Assess anticipated Phone Load (talk with the 
Command & General Staff about needs) 

 Determine who needs a phone 

 Determine which facilities require phones (JIC, 
Liaison area, Press Area, Logistics, etc.) 

 Request additional lines and support personnel. 

 Assign specific numbers for incoming calls (provide 
this to staff and off-site concerned agencies) 

 Assign cell phone numbers to IMT positions, NOT 
individuals by name 

 Include cell phones on the ICS 205A & control its 
distribution  

 Ensure you establish a phone line with the local  
    EOC 

 Do not publicize OUTGOING phone lines 

 Ensure phone logs are available and utilized 
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8.9 Interact and coordinate with appropriate unit 
leaders and operations personnel 

 Coordinate with operations regarding system 
coverage and needs 

 Coordinate with first responders and public safety 
support organizations regarding needed support (e.g., 
medical unit for medical evacuation plan) 

 Coordinate with special units (air ops, EOD, SWAT, 
etc.) for special frequency needs  

 Participate in planning meetings and briefings 

 Know what other resources may be coming to the 
incident, such as those from Urban Search and 
Rescue (USAR), National Interagency Fire Center 
(NIFC), FEMA, Coast Guard, etc. 

 Maintain Liaison with the Local EOC and/or Dispatch 
Center 

 
8.10 Identify for release any excess unit resources.  
Coordinate with unit managers and provide a list of 
excess personnel and facilities.  

 Who or what is excess 

 Time and date of excess 

 The list will be reviewed daily for accuracy  

 Follow the established demobilization process, 
including notification to communications resource 
coordinators 
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Chapter 9: Demobilizing the Unit and 
Personnel 

 
Considerations for demobilizing your personnel and for 
the Communications Unit include:  
 

 Time on scene, statutory limitations, etc. 

 Identify unit personnel ready for demobilization in 
accordance with plan 

 When determined by Command, demobilize unit in 
accordance with plan (coordinate with IC/UC for 
Network shutdown) 

 Final disposition of documentation 

 Breakdown of unit spaces/rehabilitation of your area 

 Return of accountable property 

 Lead times required for demobilization 

 Equipment release considerations 

 Participate in IMT debriefing and/or close out session 

 Brief replacement if necessary 

 Provide Supply Unit Leader with a list of supplies to 
be replenished/returned 

 Forward all appropriate documentation to 
Documentation Unit 

 Return all equipment to others in the Logistics section 
as appropriate 

 Complete ICS 221, Demobilization Check-out sheet 

 Follow Demobilization Plan  

 Ensure DMOB has you listed as a “sign-off” on the 
ICS 221 
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 Document status of equipment when demobilized (i.e. 
condition, damage, etc.) 

 Have your property and accountability information 
ready as personnel check out with you 

 
* As COML, you will be one of the Units that a person 
must check out with prior to release from an incident.  
This is to ensure all communications equipment is 
properly returned and documented.  
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Chapter 10: Example ICS Forms 
 
 
Most of the ICS Forms the COML will use are included 
here.  Instructions are provided with forms the COML 
may complete.   
 
For more examples of ICS forms, see Homeport ICS 
Library, forms (http://homeport.uscg.mil/ics/). 
  

http://homeport.uscg.mil/ics/
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ICS 201 Incident Briefing 
ICS 201 Page 1 
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ICS 201 Page 2 
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ICS 201 Page 3  
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ICS 201 Page 4 
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ICS 204 Work Assignment 
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ICS 205 Communications Plan 
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ICS 205A Communications List 
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ICS 206 Medical Plan  
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ICS 213RR 
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ICS 214 Unit Log  
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ICS 217 Communications Resource Availability 
Worksheet 
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ICS 225 Incident Personnel Performance Rating 
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DD-1149 Requisition and Invoice/Shipping 
Document 
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Chapter 11: Other COML Tools 
 
11.1 GETS 
Government Emergency Telecommunications Service 
(GETS) is intended to be used in an emergency or crisis 
situation when the landline network is congested and 
the probability of completing a normal call is reduced.  

  Identify point of contact for GETS 

 GETS is only available if there is a dial-tone 

 Useful over satellite phones 

 For your Mob Guide, find out who in your agency has 
GETS and Wireless Priority Service (WPS) 
cards(www.gets.ncs.gov) 

 
 

11.2 Cell Phone Help 

 Verizon Significant Events Center (800) 981-9558 

 Sprint-NEXTEL Emergency (888) 639-0020 

 AT&T National Communications System-National 
Coordinating Center (703) 235-5080 

 Ensure any and all costs are identified and approved 
prior to deployment 

 
11.3 Email/Web Support 

 Determine IT/Computer support required 

 Do you need for portals such as HSIN? 

 Do you need email accounts for key users? 

 Does incident need shared file folders? 

  



USCG COML Job Aid  75 
 

 

October 2014 

11.4 Gateway tips 
 
No Encryption 
Treat all conversations as if they are in the clear. 
 
Inefficiencies 
To prevent excess chatter, only patch those systems 
that really need to talk to each other for the time they 
need to talk.   Remember, just because you can patch 
someone doesn’t mean you should. 
  
When using an audio gateway with a trunked system, 
it’s best to have a high priority talk-group on the system 
dedicated for gateway use in the Geographic Area. 
 
Use simplex/direct frequencies for localized Incidents. 
 
Setup  
Gateways require special interface cables to connect to 
the various types of radios. If a radio must be added the 
requesting organization should provide a portable radio, 
additional batteries, charger, and the interface cable. 
 
Frequency conflicts/interference  
Coordination is the key - prior to creating a patch, know 
what is being patched. 
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11.5 Providing Communications Support for a 
Planned Event 

(Ref: DHS publication “Interoperable Communications 
for Planned Events”) 

 
Meet with the involved Operations and 
Communication Personnel  

 Obtain background information about the event & 
communications requirements 

 Identify assisting & cooperating stakeholders and their 
roles in the event 

 Identify / assess communications needs, resources 
and capabilities 

 
Meet again with Operations and Communications 
personnel 

 Assess communications gaps and determine 
solutions 

 Draft initial communications plan & draft a 
contingency plan 

 
Team up with partners – train on equipment - 
conduct “dry runs” 

 Talk about “what -ifs” and unplanned events 

 Identify / document what worked & what did not 
during practice  

 
Resolve any gaps you identified 

 Identify additional resources you have or need 
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 Update your communications plan based on your new 
solutions 

 Obtain the event plan – distribute to communications 
personnel 

 Conduct the event – execute your plan 

 Document successes and shortfalls 

 Meet with team after the event 

 Develop AAR 

 Share your lessons learned 

 Document for future reference 
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11.6 Coast Guard Communications Contacts 
 

Field Spectrum Management Personnel 
District 1/9:    (617) 223-8699 
District 5:       (757) 628-4020 
District 7:       (305) 415-7137 
District 8:  (504) 671-2028 or 253-4604 
District 9:    (216) 902-6141 
District 11/14:   (510) 637-5454 
District 14:     (808) 535-3452 
District 13/17:      (206) 220-7152 
District 17:     (907) 463-2202 
 
Spectrum Management Field Support 

 Frequency authorizations & 5-year reviews 

 Coordinate spectrum use for interoperability 

 District/Sector/Airsta frequency plans 

 Sector visits – site/emitter surveys, spectrum 
awareness training, radio users briefs and 
frequency plan development/review 

 Experimental & temporary frequency authorizations 

 Maintain CG-wide Radio Frequency Plan 

 Assist Field units and C3CEN with Interference 
Resolution 

 Contingency Communications Support 
 
C4IT SC Norfolk VA   
(757) 628-4017 or (757) 628- 4092 
 
C4IT SC Oakland CA:  
(510) 637-5455 or (510) 637- 5486 



USCG COML Job Aid  79 
 

 

October 2014 

 
COMDT CG-652 Personnel  
JR10-1305 (202) 475-3553 
7S17-04 (202) 475-3554 
7S17-06 (202) 475-3552 
7R19-17 (202) 475-3558 
2I16-20 (202) 372-4001 
Spectrum Mgmt (757) 628-4063 
C4ITSC FSD     (757) 628-4460 
 
 
LANT-63 Operational Communications 
 
LANT-63 Contingency Communications can be of great 
assistance at an incident or event that requires 
communications assistance.  They maintain a large 
cache of equipment to support interoperable 
communications.  C3 assets include: 
 

 HF, VHF, UHF and SATCOM equipment 

 Handheld radios 

 Base stations 

 Cryptographic equipment & support 

 Communications vehicles & trailers 
 
CAMSLANT maintains a database of all 
communications equipment within Atlantic Area.  Notify 
LANT-63 by phone, email or message to have your 
request evaluated.   
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Chapter 12: Acronym List 
 

A Analog Mode 

AAR After Action Report 

AM Amplitude Modulation  

APCO Association of Public Safety 
Communications Officials 

ARES Amateur Radio Emergency Service  

BLM Bureau of Land Management 

CAI Common Air Interface 

CASM Communications Survey and Mapping Tool 

CDO Communications Duty Officer 

CFR Code of Federal Regulations 

CO Central Office (POTS) 

COLTs Cellular on Light Trucks 

COMC Communications Coordinator 

COML Communications Unit Leader 

COMT Incident Communications Technician 

COW Cellular on Wheels 

CSSI Console Sub-System Interface 

CST Civil Support Team (National Guard) 

CTCSS Continuous Tone Coded Squelch System 

D  Digital Mode 

DHS Department of Homeland Security 
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DMAT Disaster Medical Assistance Team 

DMIS Disaster Management Interoperability 
Service 

DPL Digital Private Line 

EMA Emergency Management Agency 

EMAC Emergency Management Assistance 
Compact 

EOC Emergency Operations Center 

EOD Explosives Ordinance Disposal 

ESF2 Emergency Services Function 2 (Comms) 

ETA Estimated Time of Arrival 

FCC Federal Communications Commission 

FD Fire Department 

FE Functional Exercise 

FEMA Federal Emergency Management Agency 

FM Frequency Modulation 

FOG Field Operations Guide 

FSE Full Scale Exercise 

FSI Fixed Station Interface 

GETS Government Emergency Telephone Service 

GIS Geographical Information System 

GPS Global Positioning System 

HSEEP Homeland Security Exercise and Evaluation 
Program 
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IAP Incident Action Plan 

ICC Incident Communications Center 

ICS Incident Command System 

ICTAP Interoperable Communications Technical 
Assistance Program 

IMT Incident Management Team 

INCM Incident Communications Center Manager 

ISSI  Inter-RF Subsystem Interface 

IST Incident Support Team (IST) 

JFO Joint Field Office 

LAN Local Area Network 

LE Law Enforcement 

M Mixed Mode 

MARS Military Amateur Radio Service 

MCC Mobile Communications Center 

MERS Mobile Emergency Response Systems 
(FEMA) 

N Narrow-Band Channel Spacing 

NAC Network Access Code 

NASTD National Association of State Technology 
Directors 

NECP National Emergency Communications Plan 

NGO Non-Governmental Organization 

NIFC National Interagency Fire Center 
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NIFOG National Interoperability Field Operations 
Guide 

NIICD National Interagency Communications 
Division 

NIMS National Incident Management System 

NIRSC National Incident Radio Support Cache 

NPSTC National Public Safety Telecommunications 
Council 

NTIA National Telecommunications and 
Information Administration 

NWCG National Wildfire Coordination Group 

OEC Office of Emergency Communications 

P25 APCO Project 25 (Digital Standard) 

POC Point of Contact 

POTS Plain Old Telephone System 

PSTN Public Switched Telephone Network 

RACES Radio Auxiliary Civil Emergency Service  

RADO Radio Operator 

RF Radio Frequency 

Rx Receive 

SCIP Statewide Communications Interoperability 
Plan 

SIEC Statewide Interoperability Executive 
Committees 

SL Subscriber Line Carrier 
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SOP Standard Operating Procedures 

SUSAR State Urban Search and Rescue Team 

SWAT Special Weapons And Tactics 

THSP Technical Specialist 

TICP Tactical Interoperable Communications 
Plan 

TTX Table-Top Exercise 

Tx Transmit 

UASI Urban Area Security Initiative 

UHF  Ultra High Frequency 

ULS Universal Licensing System 

USAR Urban Search And Rescue 

USFS Untied States Forest Service 

VHF Very High Frequency  

VoIP Voice over Internet Protocol 

W Wideband Channel Spacing 

WAN Wide Area Network 

WPS Wireless Priority Service 
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Chapter 13: Useful Communications 
Availability Channels 

VHF High Band Marine Specific Channels 
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VHF High Band Interoperable Tactical Channels 
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UHF Interoperable Tactical Channels 
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700 MHz Band Interoperable Tactical Channels 
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800 MHz Interoperable Tactical Channels 
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Notes:  
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Interoperability Continuum 
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COML Unit Activities in the ICS Planning 
Process 

 


